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A
NOTE FOR DICK LEHMAN )

Dick:

I will be off most of the day and am
tardy in getting reactions back to you on
your intriguing memorandum about intelli-
gence and production. I would like to sit
down with you next week and discuss some
of this. I am particularly interested in
what can be done to press home on this
"interdisciplinary' business.

1'1ll be in touch.

. Knoche
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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Options for a National Production System

1. We have been discussing the future handling of national
production since the Executive Order was issued in February. From
these discussions have emerged consensus on some issues and defi-
nition of others on which no consensus exists. In addition, from
the Executive Order itself come new requirements that must be
accommodated. This memorandum provides a basis for you to reach
a decision on these matters. 1 believe you should do so row,
while your freedom of action is at its maximum.

2. Statutes and Directives

-- The National Security Act of 1947
states that: "...it shall be the duty of
the Agency, under the direction of the
National Security Council...to correlate
and evaluate intelligence relating to the
national security...Departments and other
Agencies of the Government shall evaluate
.[and] correlate...departmental intelligence.”

-- E.0. 11905 provides that: "The DCI
will...supervise production and dissemination
of national intelligence...Promote the develop-
ment and maintenance by the Central Intelligence
Agency of sources of common concern...including...
national Tevel intelligence products.”

"CIA will...produce and disseminate
foreign intelligence relating to the national
security...to meet the needs of the President,
the National Security Council, and other
elements of the United States Government."

"Senior Officials of the Intelligence
Community shall...contribute in areas of
[their] responsibility to the national intel-
ligence products produced under auspices of
the Director of Central Intelligence." :
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3. It is generally agreed that:

-- National production should be admini-
stratively placed as close to you as possible.

-~ You should receive substantive advice
directly, without a requirement that it be
channeled through either Deputy.

-- The NIO's are extremely useful as
staff officers and should continue in this
role. (Their staff functions include: con-
sumer liaison; advice to the DCI on sub-
stantive matters, including intelligence
production; action to develop teamwork among
-producers and collectors and among agencies
of the Community; and energizing the Com-
munity to address new problems, fill gaps,
and exploit new scurces and methodologies.)

-- The quality of estimative intel-
ligence would be improved by some sort of
collegial review process.

-- The system should provide for a
formal Community role, and should in practice
encourage maximum Community participation
where the product would not suffer thereby.

4. There is disagreement over the present management of
national production. -In the present system, the NIO's act not only
as staff officers but, with respect to estimative production, as

~ managers. :

-- Line managers of production organi-
zations argue that this system divides and
weakens responsibility for review of product
and undercuts their authority over their
analysts. They believe confusion over re-
sponsibility for product means that papers
are issued without sufficient review. They
see the NIO's as having first call on their
resources but no responsibility for justifying
these resources or managing them. They be-
lieve the focus of NIO's on short-range policy
support draws resources away from essential
longer range research. Moreover, the indi-
vidualistic nature of the NIO system creates
uncertainties within the system and makes for
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an uneven product.* The DCI does not have
one manager for national production; he has

a dozen. This leaves him the only generalist
officer in the review process and places on
him too great a burden for ensuring that all
regional and functional interests have been
considered. Finally, the flow of current
intelligence support to the policymaker is
managed separately from the flow of estimative
support. '

-- The NIO's do not accept most of these
criticisms. They contend that the ability of
the NIO's to cut across organizational barriers
makes for maximum flexibility in focusing Com-
munity resources on a particular problem. They . °
agree that this creates some tension within the
system but believe that this is a relatively
small price to pay for producing truly national
intelligence. To them, if intelligence does
not meet policy support requirements, its per-
formance in research will be irrelevant. . They
do not accept the argument that the quality of
product has suffered. Rather, they argue that
improved communications with the consumer have
made the product much more useful. - Moreover,
they believe that line managers are too focused
on management concerns to give full attention
to the product. The system is individualistic,
but by design: the requirements facing each NIO
are unique, and he must deal directly with the
DCI in his own way. The NIO's would agree that
the system separates current and estimative
intelligence, but do not consider this a matter
of concern. ' .

‘5. The Executive Order, in addition to confirming your
authority over the national production system, generates two new
problems you must take into account in considering changes to that
system. . o

-- The creation of the CFI provides for
the first time centralized resource authority
over the Community. If that authority is to be
used effectively, the IC Staff must be able to

*The Director of Current Intelligence, CIA, must meet the require-
ments of seven NIO's, for three of whom his are virtually the
only supporting analysts available, and has at least peripheral
concerns involving all eleven.

L
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provide the CFI with requirements and evaluations
that have been developed by the production organi-
zations and their analysts. A systematic allo-
cation of resources must reflect a systematic
marshalling of analytic judgment. No effective
central management for such a purpose now exists.

-~ The trend over recent years toward a
‘greater separation of the DCI in his Community
role from the Central Intelligence Agency has -
caused morale problems in CIA, which sees it-
self as being ousted from its “"central" role.
Separation of the DCI is institutionalized in
the Executive Order, and in your consequent de-
cision to transfer the Vice-Chairmanship of NFIB
to your Community Deputy. But CIA, after the
travails of the last three years, needs a re-
confirmation from you that it is central and
;ssentia] to the nation if it is to recover its
2lan. Moreover, it would be desirable for you
to structure relations between your deputies
do that their roles are 1) mutually supporting;
and 2) more or less balanced in responsibilities.

6. We have developed four options for you to consider. Each

* . assumes that your Community Deputy will be Vice-Chairman of NFIB.

Each links you closely to national production and provides for
substantive advice directly to you. Each retains the NIO's in their .
“'staff role and incorporates the improvements that all agree they
have brought to national intelligence. Each can accommodate a
collegial review function. (There are several forms such a review
might take, and several variants on how the NIO's themselves might
be constituted; this memorandum does not address these questions.)
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- OQt1on I retains the present system,
perhaps with minor modifications. The NIO's
continue to manage national estimative pro-
duction; CIA continues to handle current.

This Option as it stands does not provide
for a strong analyst-based evaluation system.

PRO:  Provides maximum Community role
Provides flexible system
System works reasonably well
Least disruption

No single officer responsible for
production

Product suffers from d1v1ded respon-
sibility

Violates chain-of-command

CIA downgraded, no longer central

DD/COMM greatly overweighs DD/CIA

NIO's must be integrated into larger
structure and given additional
staff if evaluative input to ICS
is to be provided

Current and estimative separated
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Estimative Intelligence
Option |
Present system

CIA

v — DRAFTS :
506758 ~—— ADVICE & CONSULTATION
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-~ Option II transfers the management of
national estimative production to a Steering
Group composed of the production managers of
CIA, DIA, and INR, and chaired by DD/CIA or DDI.
Through them it places the responsibility for
production and review within the line organi-
zations. The Steering Group is charged with
providing evaluations to the ICS. (See Para-
graph 7 for a discussion of the production
process and the role of the NIO's under Op-
tions II-IV.) .

PRO: Maintains strong Community role
Places estimative production in the
hands of line managers
Gives some “"centrality" to CIA through
chairmanship of Steering Group
Provides mechanism for evaluative input

No single officer responsible for production

Cumbersome: an additional layer in the process

NIO's will have difficulty relating to the
management system

DD/COMM sti1l out of balance with DD/CIA

Current and estimative still divided

Some disruption necessary
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Estimative Intelligence

Option I

Present system with community production
management separated from NIO’s

s | NIO's
nel (and Board ?)
[
ntelligence
NFIB Steering Group
CIA, DIA, INR
A
DIA CIA INR
= DRAFTS
596759 - ADVICE & CONSULTATION
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-- Option III eliminates the Steering
Group and makes the Deputy for CIA the DCI's
Executive Agent* for national production,
both estimative and current. He in turn is
responsible for organizing and coordinating
Community participation. The NIO's report
separately to the DCI, as in Option II.
DD/CIA also becomes Executive Agent for Com-
munity evaluation.

PRO: - A1l production management, current and
estimative, in hands of line managers
One officer (DD/CIA) responsible for all

Community production - :
DD/COMM and DD/CIA have balanced, com-
plementary responsibilities
CIA role as central organization reaffirmed
Provides mechanism for evaluative input
Improved efficiency .
System worked well on military estimates
1970-73 ' o

Some loss in the appearance of Community
participation; the actuality will de-
pend on what mandate DCI gives to DD/CIA

DIA and INR may view as a step backward

With these additional duties, DD/CIA may
not be able to give sufficient attention
to management of the Agency

The NIO's will have some difficulty re-
lating to the management system, although
less than under Option II

Some disruption necessary

*DD/CIA might want to retain the Steering Group
to advise him. ' :
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Estimative Intelligence

Option NI ,
Adaptation of system used for military estimatesi 1970-73

Nﬂ]'s _
Del (and Board ?)

NFIB

DIA =1 CIA

A

—— DRAFTS
~—— ADVICE & CONSULTATION
——— CONTRIBUTIONS '
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-~ Option ITIA is similar to Option III
in all but one respect. In matters relating
to production, the DDI reports directly to the
DCI and thus becomes his Executive Agent* for
national production. ,

PRO: One officer (DDI) reSponsibIe for all

Community production

A1l production management in the hands
of line managers

CIA role as central organization re-
affirmed

Provides mechanism for evaluation in-
put, in which CIA comp]ementary to
ICS

Improved efficiency

DD/CIA would carry less load than under
Option I1I

One less layer between DCI and producers

Some loss in the a appearance of Community
- participation; the actuality will de-
pend on the DCI's instructions to DDI
DIA and INR may view as a step backward
The NIO's will have some difficulty in
relating to the management system,
although less than under Option II
Some disruption necessary

*DDI might want to retain the Steering Group
to advise him.
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Estimative Intelligénce

Option llla
DDI as Executive agent

NIO’s
(and Board ?)

INR

- —— DRAFTS o
—— ADVICE & CONSULTATION
—— CONTRIBUTIONS

| Production
I Matters Qnly

DD/CIA

596781
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-- Option 1V goes a further step. The
DDI/CIA is Executive Agent and becomes in effect
the chief NIO as well. His Directorate remains
administratively a part of CIA, but he reports .
directly to the DCI, not through the Deputy for
CIA, on other matters. This amounts to the
creation of a national production organization
under the DCI. It would be responsible for
managing Community eva1uat1on

PRO: Integration of NIO's and CIA producers

makes for maximum efficiency

Brings production most directly under
DCI control ‘

A1l production management in hands of line
managers

One officer (DDI) responsible for all Com-
munity production

CIA role as central organization reaffirmed

Compared with I1I, reduced load on DD/CIA

Provides mechan1sm for evaluative input in
which CIA complementary to ICS

Would considerably exacerbate problem of:
Community participation noted under
Option III

Would create serious concerns in other
Commun1ty agencies

While NIO's would be available to DCI, their
ability to operate throughout the Commun1ty
would be reduced

Could be seen as first step toward fragmentation
of CIA ‘

DD/CIA would carry less wewght vis-a-vis DD/COMM

Considerable organizational disruption
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Estimative Intelligence
Option IV | |
National production organization directly subordinate to DCI

DCI | BOARD?

INR

—— DRAFTS
—— ADVICE & CONSULTATION
—— CONTRIBUTIONS

DD/CIA

Administrative

DDI &
Doo DDS&T NID’s

L L 4

: Some Rearrangement of
396761 . Elements
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THE PROCES:

1. Estimative
Option |

AD HOC
ITASK GROUP

A

— REQUESTS

—> DRAFTS |
5 Estimative -—-— CONTRIBUTIONS
» s l

Option I

«\\&

STEERING
GROUP ~

DESIGNATED

AGENCY
A

CIA, DIA, INR

596782
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7. Options 1I-IV require a change in the production
process, in which responsibility for the finished product rests
more on the line production managers than it does under the
present system. At the same time, each of these options places
on the NIO responsibilities comparable to those he now carries.

-~ In Option II, the NIO (or for
evaluations, the DD/COMM) states his re-
quirement for a paper to the Steering
Group and recommends which organizations
and analysts should be involved. The
Steering Group decides how the paper is
to be produced (normally accepting the
NIO's definition of the paper and giving
full weight to his recommendation). It
designates which production Agency will
manage the product. That Agency is then
responsible for assembly of contributions,
drafting, coordination, etc.. and deliver-
ing a draft to the DCI. The NIO is re-
sponsible to the DCI for reviewing the

~draft and advising him as to its suit-
ability before the DCI finally issues it.
He may serve in this regard as the member
of a collegial board who has primary in-
terest. He is also free to participate in

- the process at'every stage, but not to di-

“rect it. Rather, his influence comes from
the fact that the drafters will have to
defend the piece before the DCI, or the
DCI's board of review, and the NIO has an
independent opportunity to advise the DCI.

It is therefore in the production officer's
interest to take account of the NIO's view,
but he remains personally responsible for
his product from the time he is asked to
prepare it until the time the draft leaves
his organization. His analysts are working
for him. '

-- In Option III, one layer is re-
moved from this process. The NIO addresses
his request to the DD/CIA, who is then
responsible for arranging with DIA and INR
for drafts and contributions, and for ar-
ranging coordination. Under this Option,
CIA would usually take the lead, but the
participation of the other agencies would

-10-
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3. Estimative
Option IN &IV

DIA | INR

“DD/CIA under Option 1} ,
0D! under Option Illa & IV —> REQUESTS

—> DRAFTS
~—-> CONTRIBUTIONS

4. Gurrent
- All Options

GCCASIONAL

NIiO’s

596783
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otherwise be no less. (The DD/CIA will have
to accept that in these matters the easy =
way--turn to CIA--is not necessarily the best
-way.) .The NIO then works with the drafters
as fully as under Option II, and his re-
sponsibilities to the DCI are unchanged.

-- Option IIIA differs from Option III
only in substituting the DDI for the DD/CIA,
thus removing another layer. The role of the -
NIO remains the same. o

-- In Option IV, the NIO's are inte-
grated into the DDI structure, but still
serve the DCI individually. This is an
efficient arrangement, but under it they
obviously cannot, while they can do the other
things called for under Options II, III and
I1TIA, give the DCI independent advice. That
function must fall to a board of review, al-
though an individual NIO might well serve as
an ex officio member of such a board for papers
in his field. '

8. The changes under Options II-IV are directed toward
combining the best elements of the various systems used in the
past. The worst faults of the system prior to creation of the
NIO system were communications failures between consumer and
producer and among elements of the Community. These Options
retain the improvements in communication derived from the NIO
system while moving toward more clearly defined responsibility,
and therefore--one hopes--toward quality. Should any of them
be adopted, there would be no reason to anticipate any loss in
responsiveness if production management responsibility reverts
to line officers. The intelligence production business, like
. any bureaucracy, has a number of echelons, but over the last
two decades it has developed a discipline that enables it to
deliver a product to the consumer when he wants it and how he
wants it, wherever the request enters the system. We have
learned not to let our own bureaucratic structure get in the
way of doing the job. :

RICHARD LEHMAN

-11-
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SUMMARY TABLE: OPTIONS FOR NATIONAL FRODUCTION

Approved For Release 2005/06/23 : CIA-RDP79M00467A001300190008-0

& Agreed Requirements \ . _ Area of P New Requirements N ‘
) (Para 3) 7 N Disagreement” N\ Under E.Q, |
o (Para 4) (Para 5)
5 National NIO Staff : : : ) :
T A Production Direct Functions Yo “Formal Practical Management
0 dministratively Substantive In Support Collegial Communi ty Communi ty of Evaluation . IC-CIA
NS Close to DCI Advice to DCI of DCI Review Role Participation Production Management Balance
Through NIO's By NIO's As at - Can be - NFIB with DD/COMM Estimative Partly by CIA further
directly . present incorporated as Vice-Chairman | Through NIO's by NIO's NIO's but downgraded
: ' : -- -- fragmented
I. NIO's represent Current by
DCI CIA
Through Chair- By NIO's As at Can be NFIB, NIO's, Through Estimative By Steering DD/CIA or DDI
man, Steering present incorporated and Steering Steering Group by line Group . { as Chairman of
Group Group managers Steering Grouf
11 ‘ -- downgrades CIA
Current by less than
CIA Option I
Through DD/CIA By NIO's As at Can be NFIB and NIO's DD/CIA Estimative By DD/CIA DD/COMM as |
. and present incorporated o responsible and current . V-Chair NFIB |
DD/CIA to DCI for by DD/CIA is balanced |
H‘ 1 maintaining by DD/CIA
responsibilit
. for productior
‘: 7
Through DDI By NIO's As at Can be NFIB and NIO's DDI Estimative By DDI As in |
; ., and present incorporated responsible and current Option ITI |
ITIA DI v to DCI for by DDI but DOI |
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1 April 1976

MEMORANDUM FOR THE RECORD

SUBJECT: DCI's Conversation with General Tighe

1. At the DCI's request, General Tighe met with him on
30 March to discuss National Intelligence production, the future
of USIB, etc. and Mr. Lehman were also present.

2. When asked about the Defense reorganization, General
Tighe was rather non-committal. He said the matter was being
tightly held by Secretaries Rumsfeld and Ellsworth.

3. General Tighe urged that the NIO's be retained and
strengthened. He argued that each should be given additional
research and drafting staff to avoid the necessity for them to
depend totally on the production organizations. Often, he said,
this meant the only man made available to them for a project was
not the best man. He noted that this was to some extent a function
of which NIO; there was a pecking order among them.

4. On the other hand, he criticized the ONE system because
it would not accept military drafts of National Estimates. He felt
the old Board had been in place too long and had become resistant
to change in established opinions. Nonetheless, he urged the DCI
to establish a small board of senior intelligence officers to advise
him on ongoing estimates. Such a board, he emphasized, should not
become "another layer in the process" and should not have a staff.

5. General Tighe would 1ike to see an NIO for Africa. He
believes the Community has been slow to respond to emerging problems
there. _ -

6. As to USIB, General Tighe urged its retention in its
present form, perhaps with a name change. He believes it is work-
ing now as well as it ever has. He would like to see the Service
Chiefs remain on the Board, but in their present "observer" status,
implying he needs this distinction to maintain his ability to co-
ordinate a Defense position. He saw some urgency in clarifying the
future of USIB. Too many things in the Community were organizationally
adrift. Mr. Lehman said there was overwhelming sentiment in favor of
USIB's retention and he thought the DCI might be able to settle at
least this issue in a couple of weeks or so. The Committees might
take somewhat longer.
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7. General Tighe expressed some concern that the CFI might
intrude jtself into USIB's business. The DCI said that was not his
intention. It was agreed there had to be substantive input from
USIB and its Committees to CFI resource decisions. This was com-
plicated and difficult, but essential. General Tighe said he knew
very little of CFI activities. Mr. Bush replied that the CFI was
still sorting out what it should do and what its procedures should
be. Mr. Lehman said that once this formative period was over it
might be possible to keep the Community better informed.

RICHARD LEHMAN
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MEMORANDUM FOR:  DCI | : L E L s

SUBJECT ;. National Intelligence Proddcblon
"
23y
‘ghmﬂmd )7 A ji

1. In 1973 the Director of Central Intelligence iboiis%ed
the Board and Office of Mational Estimétes and set up the Hatiohal
In te?1lg°nce Orflcor in“tneir place. This action began a deLét
on the relative mer?ts of tne two institutions thét cantinues beth,
inside and outside‘fhe Cdmmunity. In 1976, as a resu?t o% E.O.‘
11605, the DCIbmust again address th2 cuestion of naticnal é

mative inte?ligence. This memcrandun anaiyzes the strengths

D
D

<nassas of acn svscen as thay have emergzd {rom tna debate

)

and suggests viays which he stronger elements of each might be .

_combined.
2. The Office of National Estimates consisted of a Board
¢t generaiis supported by a drafting staff of specialists. The

HI0's ara themsalves area or

-

ynctional specialistis, and are

el

[}

ments of the Community; On the othar bhand, the MNil's have
greater f€§p0051b1]TtTe> than u?l O/NE. - ﬂot on?y,do they produce

ehaa did O/IE, but !
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least seven ideatifiable functions that -
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have been performed by one oy both of these institutions. Both

jere concernad with the manage

4 review bf mational pro--
duction, and O/MNE with production itself. The>NIC's a“5 q;r*;“lv
charged with consumer Tiaison, with Tiaison across Community col-
lection and production, and with serving es an ensrgizer of tha
intelligence effort in new ways and directions; O/NE‘pWayed & much
largar role in thesa activities in its earlier years than iﬁ aid
in its later ones.v‘The Bcard collectively advised the LI dﬂ
major suostantxve TS)UDS, as noted, tne NIG's sé 1rd1v1du3111
as his substantive staff. The next few paragraphs discuss each

of thmse functlons and how it has bezer handled.

~i

w
i
[3}

i

Functions of a National Intelligence

Consum v 1iaison: active meafures to maintain close ..

conLaC¢ thh the consumerj der1ﬂ1tTOP of his neads for intelli--

encas tran>¢1:s1on o; those needs €0 the praduction m»rag ar and

,(Dl‘.‘ .

(N

the analyst inc]uding the policy context in which thay occursy
facilitating pbficj—inte}ligence dialog zé sacuring consumer reéé»
tion to‘inteiligence assessmants.

:Comment: There is virtually uni-
varsai agrgenunt fhat the MIQ's have been
successrul in consumer 11=xson, far nére
SO fhan any prev1ou: e fo-t. A WLrh clobar

1ink'hés.been established betwean the pro—v

ducer and the consumer, and the product is

P
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cleariy wove rasponsive.  Thay have -
not been any more syztematic tha5 thafr

predecessors, how:ver; in general assess-

ment of consuiner accejténce. O/HE,‘par~

ticularly in its later years, was severcly

criticiéed for an "ivory tower" atibitude
It waiteﬁ for the tasks to come to it
and,insistgd on answering'fhe»Quastions
it'thoughf-WOrth answering; as a re sult,
Tew qu aL]OﬂS were asked and fewer answers

were relevanu.

5. NanaJemﬂrL of proHUCtxoﬂ dG“QTOJNSﬂL of terms of
eference; ass1gnmenx of tasks; arrangements for assembly, co-

crdination and rev1ev, yuwcxﬂg and mechanical aspescts of pro-
duction.

I - Comren O/NE managed production

.

Eeff1c13nu1 Y, Tar§e1y because it was it$é1%
respohszo?e'fbr the production it was man-
agfﬁg and becaus2 it had é structurad syétém
for the process. The NIO's are less efficient,
This is par£1y bécause the range of pr&— -

__duction tasks is'broader, but it is also

because tnelr arraﬂgﬁme s tend to be ad hoc

o _ : and boc se these arrangerests often vun

thwart the Tines of command of the pro-

o

[ %3]

ducing agencies. The analyst must serve two

-3- _ _ A L
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3 ’ . , 'ID
: 6. E[Qgggﬁigﬁ‘itse1f: erganization; drafting; assenbdly
and synthesis of contributions; dafensa ofvdfafts uncer coovdi-
nation and review; preparation QF rasu?ting finaﬁ‘dra?ts._'
Comment: Under O/HE, production was

carried cut by the O/ME staff. As noted
above, this was a rela fie}y erficient process,

but the sLaFF was to some- excmnu 1so£accu

,.;rom and a]oof rrcm the WOF\1ng aﬂa]

The result was a proouct that was smooth and
P]]terate, de vhich sometimes did not face
Aup to tnu Ta ts.or to the hard apalytic
qugstions. Under the 1IQ's, the prodﬁction
i< done by ths analysts responsib?e. “This
has paid greaﬁ dividends in a prﬁduct
'fva ".Séuﬁd]j;béséd on analysis and dafa, aéi
,_;:47' v  J*5f“2;} ;t>f q917 as In ana1st rmorale. AnaWystg;fn a1i,
| o d1sc.p11nes .eel the nzed to parg1r1p e:mﬁrh'

s .

©more d1rect1y in pre tion of intell ig
absessmﬂnts F or senior policy officers. The
'product tends, however, to be somewnat rougher

'than under ‘the previcus system.

AR

7. vRav1éw-"'”
’ ié:ﬂflntggggl_ro organizétioﬁ;:céheréncé;
f?;gccuwgyy, comp1 eness ;ivfcér df érou-

menn; va17d1yy of Jucun-qt; Pe:?OanVp* :;'F;i

‘ness to stated reguiremant.

—tlp—
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b. External for: relevance L.O UOI icy
cbncerns; respensiveness to ques~

.

tions that should have been asked;

o
=
QS
jol]
o
T
)
=
O
5]
o
ﬁw
&
=

rossad; counter- .

arguments not considered; wisdon

of the factors listed under internal

“review.

Caomment: Internal review should be
gral to tha management of production.
Under O/NE, this was the case. Under the

NI0's, it is often not clear whethar the MO

or the produptxon orgaﬂx/e:1ow is 7°>pnn ibla,

downg a t sk for an N10. Such a paner wfi}

receive consxdoreoly Tass hdnage.e1t‘aitentiﬁn
than would one for which tha manager 1s fully
responS‘ble. The MIC is usually too ﬁusy and

'someelm s n0e qualified to give dra.,s the e

1ntens1vo review they require, Tqa Ni0's.s
. S 1ut10n is someu imes to dratt a reviewer from
among the prcduction managars. This resulis

in a further distortion ¢f ths chain-of-command;

e

: '_Approved For Release 2005/06/23 CIA- RDP79M00467A001300190008 o'_j"’j"f..-
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: -
»

the extreme case, it can keep

a senior line
officer away from his assignad job for as much
as six months at a time.

The Board of Hational Estimate:

its strongast in providing oxiernal

Because it worked collegially, it was able

ad> C

to provxdc the broadly-bas d “vawview that

NLO 5 acL1ng 1nd1v*4LaITj cannot. In additioh,’

o itwes aDTe to contribute an additi 1 dwman-

" sion drawn frcm its collective ex pc ce aﬁd
. w1sdom._ Thp HIO'D, the othe' hand, haV°

been criticized for the unsvennass Of’p%o—'
dUCLTOn aﬂd for a fali-off in qﬁa1ity. iﬁ
effect becaus° of NI0 snecia]ization,:the
broade koverv1ew can nov ba p;ovvced cnlj Dy

P "tha DI hmsow.

Xaminat

‘-g8. -The “stimuius“ function: exam '1on of h

nation and
tha wor1d to 1den T:j new questions for iﬁte11igenc:; review of

1nu°111garce proau t to identify weaknz

ses and gaps in coliection”

and productxon, Tdentirlbau1on of new scurces, anpi

D

Teunodo1og1es, advxce to tne DCI Gil nom LG doa] wwrn tna o

,Ccmment: 0/ E is mora-acktive 1.5'

ene“g ng tko 1 T]igance apparatus in

'the 19 50 s tnan 1ﬂ WQLer yaars. This is

Approved For Release 2005/06/23 CIA RDP79M00467A001300190008 0
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performance of the NIO's in this Function ’
has been spotty. Some have baen active in
collection, and others iu id2ntifying géps

vin production. Gﬂnb‘ai1y, however, tha

absence of generaiists awong them and

o]

their forus on short-rangs poiicy support
-has ﬂnant that the br r'ouestions have
.’rece1ved 1e:s attention than narrow ones.

9. Communxtj T1alson action across orqav1zat10na),‘uncL1on—_

al, and d1sc1p]1naﬂy 11nos to focus Lr41/s . and organiza t10ﬂ$ on

pW1or3ty pﬁoolcms na1nbonance of cross- Cﬁmﬂnnvby COﬂLGCt and

know]edge-among-inte11ig nce cffices in the same or_r37 ted Fields;
similar activit es 1n re}ation to external expsrtise, private or

acadamic.
~.Comment: O/NE, as a closed society,
was re]ative}y inactiye in Commun 1tj 7711son

o It dreu on varioug organizatiocns for con-

-

trxbub1ons (wn1cn 1t ften igno ed) buﬁ_‘

mada Tittle attempt to draw together
“ana]ysLa or var1ous aganciss and disciplines
or co]]nctors ard producers. In sharp con-

trast tnTS has benn an arsa wn=ra tne NTO S

have done"outstcndlnglv viell. :They‘ﬁ§§§“':
.made tha - ndividual aﬂaTjSJa, and par»:[}
ticu?ar]y"those in obscure fieidStaﬁd‘ ;
periﬁﬁé}a]lfunctions, feal much morejg‘part
of fﬁéﬂféam. Tho/ have encouragad discgséion»

R
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‘ ‘

. across fupctions and disciplines, and

have brought the analysts themselves

more into tne Substaﬁtive debate on
estimative issues. In thz pasi, this
d“DdtG tendad to be conducted by rep-
resentax]ves two or three ecﬁe10ns re-

moved from the working analyst

"10. Substantive staff for the DCI: advi ng him on consumer

needs and inteﬂigencé capabﬂities;

1]

ing that his own_Sub5' ;
StontTV° needs are W°t, repr senting him in certain fora; focué%ng'fii
Commun1tj atten*lon on spe ial projects that cross funciiona] 7?{9\
troubTe—shootlng.
Comment: Except in a very Timited
sewso> (e g-» ‘on National Estimats es) the
membars. of +ha Board of Mational Fstimates
,,g]}?;é 'dxd not sarve as advisers to the BCI. In
ﬂ-facL,‘uapIY Lhe NIO system vias creatéd,‘
DCI's_did wjthout any substantive staf%.
bridgiﬁg directorates, much less bridging

agﬁnc1es of the Community. The-usefu?ness

coord1nat1ng QCL1VTt1QS of the Spacial

fﬂss1sLanL for Vietnamese Affairs, and it

.

vas’ on that pattern tha

e

the individual NIO's was desigrad. Here

again, they have made a substantial con-

8-




“

. ';b

o 0r33n17at10ns and 1n tna abScnce of the broaaor view prclid y
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: tribution. It should be noted, howsver, o
that thelvr utility in'this,capacfty de-

pends to a ¢great extent on the way each

DCI-chooses to do Lzsxn?

Evaluation of the HIO Systenm

11, It is c]éar from this review that the great strength
of the NIO-system is that it invo?ves(the Cconsumers dt on2 end 0.
the process and the ana1ysts at tnn gther end more dwrac IJ 1n
snapxng th° product IL has a1so providaed for the . DC I val uao?e

sarvwces nOL prev1ously available to hwm On the other rand wntla g

the pvoduct has been TmpfOV°d in the sense of relevance and 1n ad

-~

dressing difficult analytic issues, it nas sufferad in other Ways.

=
i

Tnc respon>1bx]1ty for review has been ragmente ¢ by the prF.tKOﬁ )

of he MIO's across orcanxzauionaT comma ']iges, and na advanb é.T
o7 é col?eg1a1 rev1ew have bean lost. Simi!ar1y, wnile the Hins _.f:”
g&é been erfnct1va as energizers of tha Communi g/‘OW short- rénge

quostxons, the1r preoccupat1on vith 1wred1aup p0}1b/ susp PL a,d‘

the lack of CO]]SQT&]'1HC€T&CLTOH means le ’tnn“*on given to

the longer range.

212, It'w0u1d‘therefore appear that tne prob1em areas l}@

in the re1au10nsnsps b? ween tnc NiO s a‘d Ixnc DFOdUCLWOn

a coWlagwa] bosrd Tﬁere arb, howevar, acd;tx nal prubxpxs ti tx N

are noL d]rgct1y brougﬂx gut in the ana}ysis'abavg,
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' -~ The duties assigned to the 1n 1»xdua]
NIO are 50 broad that no one individual can

do them all well. In fact, on the more active.

accounts that involve large elements of the
Community, it is difficult for an HIC and an
assistant to do them at all. The resuit has
baen a.gféat unavenness offperfcrmance. Each

'tends to spec1an17e in tnobe functions to

_wh1cn he 15 mOSL ccm‘orcao1e. Horeovar, -

L S ’"s1nce each acts as an individual, no common

IR s vr_'d15c1p]1ne is 1mposod upon tnem.

iy

g PPOdJCuIOﬂ resources are not infinit

[¢V]

-

When one track down through tne

\'"r'
~}~
s
'3

o
=3
)

ofLen f1ﬁda tnaL tne entire re;o FC“S of tna~

' CIA or DIA on a spm:’xa\h'fe'1 suaqect of sou

oruance are th° part-tima efforts Of on

BT '...

" The NIO 's have First call on thesa re- | .- ...

sou?ées, bUL hava ne responsi ity for justi-
Tyxng tnem or manaoxng cnnm.' rnere is no reg- . .

‘ u1atxng meckan1sm ta prot ‘he 1ong-kange

plans Q:

th° product1on Panagar who mu

tn'ink. R

s of tﬁls ydar.;
P’::R lated to tn1s proo]p fS.Lhé‘tﬂﬂ—'5 

dency of ‘some NIO’ s to gvar- szll the produgb.

-10-
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They will veluntear to have pa pers pre-
pared that the consumer uoU?d agree yéuli
be "nice" for them toehavé, as well as tﬁose
that are truly required. It is difficult
for the proauction wanager to identify and
to resist this kind of tosk.

-~ Some MIO's are responsible for

- problems, such as strategic weanons, which

’;invo1ve al] agancies and a large commitment

;0? rosources across the Community. 'Cihers;
-h0ﬂ°ve ;vwo k on prob]e 75 that have a Tov
prior1ty in Ccmmuntty rasclurce tarms. zhé
former have a genuin2 Community roie o

perfcrﬁg“ Tne latter find that theron1y‘

re >ources upon which thay can draw are

P 2'Lhosp o; CIA.‘ In effect, thay duplicate
the responsibiTities of the corresponding
CIA officer. - This raises tha question as

to whether all NIG's should b2 full-tima,

Proposals for Change

‘ :13, A numoor of suggest1on> have baen mad: f wafs to im-

rove or change tqﬂ reben S st em. The breaa into +1‘ee cate- -
Y b’

gorles, under PdLﬂ of wh7cn a broad ranga of suggaestions have been
made.:‘These are: ‘'ways of providing bestter review of production,

centering around the establishment of some sort of collegial board; ’

-11-
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- c%‘xa:{ges 'iﬁ tgsysﬁem for managing production f@ provida clearer
lines of authority; changes in the responsibﬁfﬁties of tha I10's
vtiemse]ves. lhile these categorfes everiap, tﬁey can bz cen-
sidered, and changes can be made, indzpendently of one ano ‘iﬂ%

14.  Collegial Review

Estimates. Under this epproach, the board
wou]d conéisi of, perﬁaps; eignht or nine
ganaral1sLs chosen largely from o tsidertha

:;IneeTI1gﬁnce Community. It would be advxsoryA
fto‘the DCI, and would review national pDro-
d&qtidn'for'hih and provide the stimulus
function for the Community. The HIO's would

% _ céntinue in their present role

' would be a level of review imposed above

P : them ThD advan' 25 of such an arranc&meat
e ' .';are tnat 1t prOVIdes the maximum of iﬂdejﬁn—

dont adv1ce tc the LECI and D”OVldaa his_prodnct
‘ u1th a certain praSL1ge dariving Trom fae_rep;‘

utat1on of the Board and its members. Such a

Board w0u1d also be useful to nim In reéisting

externa1 preasuros of a polx:zca] or p01ICJ

- ’naeure. The preCL1ce1 d?>>f»arteges of iiis
approacn,eh wever, are very great. It inter- ]‘,v-ﬂv

posee an0en°r layer in an already complex Bro-

b

w1

‘cess. Tne Board's relaticas with the MIO’

-

e Approved For Release 2005/06/23 : CIA- RDP79M00467A001300190008 0 e




Approved For Release 2005/06/23 : CIA- RDP79MQD467A001300190008-0

“ ® | | |
‘ and with the producticn elements of the o
Community would be difficult to manage. In

7

LN

Fect, there would be too many senior officers
answering to'the BCI and stumbling bver eacn
other to get at production resources. Anocther
practicé},ccnsideration is that the Ni0's al-
ready heve more.GS-YS hositions than the entire
’ CIA 3r0duct1on appa"atu> Imposing & Board
1n add1L10n to- tne NIO’s would make the SJSTem4_
. top haavy 1nd
| '~,fi—— A second approach is to create a
' Board composed of the MI0's. This by far is
tne s1mp]est app%oacn, in that it would fé—
quire on]y that Lﬂe preseat group act
S N N - .COT]eg1a11y on major panars.' On the other
| - _:vl hand 1t wou]d not halp much.  The individual
| :NIO s are alread/ £00 busy to‘pay a g%eat

' deaT‘of attention to other

-

MNIQ's papers.
HOYOOVQT as specialists themsalves, thez

fadded ins?ghts thay can provide are limited.

25 - o B | prapasal for a greate

1nv01vement of USf8 in nat 1ora1 est1n es is

rea1)y a prooosa? tna- USI3 be a Board of
) S Nat1ona1 Estimates. In theory,,this is an
attract1ve 1dea, In prac ice,; USIB mambars

have ne1tn r the t m2 nor, in scme casas, the

~13-
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parsonal characteristics required .for
this kind of independent re?iew.A_Ihe
sheer volume of natioﬁa1 produciﬁon is
such that detailed veview at the USIB
Teve1‘wou]d have to be rveserved Tor only
the most important of papsrs. It is,
.thpﬁever;ﬁsomething that can be experi-

“mented with in particular cases without

disturbing any other changes that might.

_ert another suggestion is for a

part—tlme Board cons1SL1nq of the vwni

]

voff1cers at, say, tﬂe Office Chief leve]

_'i th var10us producing agenc*es ThD

IIO syscem would continue as before, bUL

these OffICOfS as a groua wouXd be askcd

to rev1ew a papPr bafore it was tran>ﬂ7thed

to tne DCI- Tnis again s a ré]ative?y;j‘
sxmp1e';1x, one that has tne advantagg'i

of_in90i§ing the officers whose anaﬁysts :
Hé?e.breuared the paper and wno tnemselves

are subsLantxver cupao1° of rﬂv1ew7ng 7t

On the othar hand, this is nara}j an 11~71A;; o

"d ndent revwew, and tna p"odUConn

Orf1ce Ch1afs are bus/ men ali eady N . -

~14-
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‘ @ | o T

-

-~ N Tifth suggestion would be to charge
the ﬂIG‘S with assannly of an apnre pz}nb
panal of reviewers for cach paper. This sSug-

astion ‘has considerable merit. The reviewsers

could be chosen with regard to the content

of the paper, and could includa senior officers
of

the intelligence agencies, individual analysts
or outside experts. ThE'disadvanﬁage is that a

';‘]arg°~sca1e aDSEMO]j of such panelxsas from

QH«: ' _}ﬁ_ _'  ;:_cmong offlcers vino have other commitments might
k | i?fprove dxfr1cuiu, especially when thg ﬁcve]ty
Awore o.f.':" - 4  ST -'_,‘<§;:
; Fxna}1/, there is an idea of‘cémbining
a group oF NLO s acting coW}eg1a17y with a Tew
‘genoraT1s i Sucn a Board might. cnmo1rﬂ-the

,besL of thﬁ ganoraTTSrs and sp@;.alvs*"‘ worids.

'An 1nd°p°ndent revis ¥ couid be provi Jed, and

there would be some Boarc membars who cou]d g1va

attenc1on to ]onjer rangs arJ cross-discipli nary
prob}cms. A dTSadV&Ptu ge, howevar, is tnat tne’
add1t1on of gencra11sLs to the pr sent dcze

,]would mak° tha Bowrd urw1ﬂ1dj 1n sxze and as ;*”"’“

'noted eaW11er ton hﬂavy in re1at70n to fha UTO—,:1 ‘;,;‘\

o

(‘I‘_

ductTOn st“uc*u . If wuuld bc necessary |

~

reduce tha nurmoar of :I 'g

<
o}

wv

erving on the Board

'1n ordcr to acccwwodate genaralists.

;15-
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",Th° dTSadvanta are ths

Production Management

-- Ona possibi1jty, str n”lj dvocated
by those who servad in the 0Ffice of National

es and strongly opposed by virtually

('\‘

Estima
everyone else, is the restoration of a draf-
ting staff similar to that O/ME.  The argu-

ments in favor of this ar 9,1arge1v that most
ana]ysts do not have the é u’ eo drafb§.

SKllls and a]Y anPszts are too busy ana1y71ng

to q1ve the proper attantion to an esnxraue

w

t the syscem pzaces

a 1ayer between the analyst who is at grips

thh the problem and the naticnal intelligence

product It creates an elemant of elitism

and caLses unﬂecessahy reseptment in tha pro-

dUCL]On 0rgan17aLTOns In addition, the exis-.

tence 0: ‘a drafting statf tends to create

drafus, wnathﬂr thay are neadad or not.

-~ Another o)ublur this one extrame,

15 to maxe Lne oroduct10n elemants thamsalives

-_1nto a natxona? dr@ ting staff Tor the Tuil-

.ecurrbnt tovthﬂ 1onger range. estxma, ve. In.

practzca] tarms, Lb1g qu]d 1qvo]yg redasig-
natingyGCI as tha Gffica of nab1ona7 Intel-

Tigence and incorporating in it eccacmic and

165~
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military elemnents able to draw on.the-
research components oflCIA, DIA, and State.
This Office of National Inte11igence wod1d,
to the extent possible, be Jointly mannad
throa agencies.  The NI0's would
’the Component chiefs within thé
. A ca1ef advanta .here-would b2
 the cons;daratxon of one nat1ona1” office
B undnr tne BCI of a larg ge PPOpO”t]Oﬂ of . t}
‘resources nendnd to meat nat nc1 prou tiqn
2 neﬁms across their full ranJe. A d1sadvantagé
wou1d be that it would SH&PQ Yy chan -
character of the NIO's; it would ime:
'abi]it}itéhmanage'production,
now bréﬁiémé, but at the cost
-~ in WHaiitﬁey do best;‘if on1y
B on‘théfr;;fme. vThe cnange WOUIu be disrdptive,'
‘particﬁjarfy for the structure of DIA, 'rd’it
wou]d be d]fTTCUlL to maxnbazw SMOOtT ”elations
bptw2°n th° Office of Mational Inte 711g nce andﬁu
_the Comwuan/ researcn organ ations upon wnich
it wou}d have to dooond i h |
iiIn c0nbraat the Iéast radicéf:;hangen
wou]d‘bo s1mp1J to add add stan

for a few of the busiar

-17-

 Approved For Release 2005/06/23 : CIA-RDP79M00467A001300190008-0




. Approved For Release 2005/06/23 : CIA-RDP79M00467A001300190008-0

. ot generalist drafters. Mnile tnis would
relieve som2 of the pressures con the systei,

and in soms cases Lrovxae better drafis

¥ , it
vould not help in any way to resolve tﬁe con-
flicts betwzen the N0 system and the pro-
duction manager. Rather, it weuld ba seen

as the first step back toward an O/ME- th}a
drafting staff and would be bitterly resisted

“by th° UCLTOH offices. 1In Tact, cnce the

[N

Tine Was breached, it would be very difficult

- SR to-r ;1st pressuras for future additions.

-
[
-
W
i
o -
-
0]
o
-3
=

It would also be possi
vto.the system that was uséd for the military
 es£imates_in the last ye=ars of‘O/HE, Under“
: thisvéyStém, the MI0's would request the ot
»f,f  . and DDS&T ‘to prepare a draftt, but would nét
| be re:oows.b?e for its productian,- Ratn;r,'
rho pro uction offices would ba responsible
for organ}z1ng Community inouts for draf%i,g f
and for Cammunity coordination. This sysiem
worked Qé?1' and so1ved the problam of keepina
e500n31b7}1ty for tna quawa/ of production
]oarlj 1n the hands of tn proauccxoa_m;nageri:j
It wou1d be seen today, howe vaf,'as a stép
back toward ClA mination oV tﬁe production

process.
~18-
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) ‘ .
.
>

be adapted to broaden the Comaunity's role.

¢

-~ Lastly, the previous suggestion could

Again, the NIO's would aive up the pr@duction
managamant function, £ "Mational Ihtef]igenco
Steering Group" would be establishad under KFID,
chaired by ne DDL and with his opposite wmambers
from DIA and INR as wen bers.  This Commit -ee
wop}d be fespbnsib‘e for p%adudtion managemeﬂt;
It'wqﬁjd allocate tasks and davelon te”ﬂs ot
P o 1~"‘i:>feference in;conéuitation with the NIO's, bHL:
it wou}d b rasoonsibWe to'the BCI forlthe‘auality_: ;
'  of th° p"oducL. Such a cevice would lnA an the
burden on the NIQ's, leaving them free to do what
they do bast, while p1acing thE'responsiSi1ity
far proauct1on cle ar?v within thé,chain-of—comman‘.'
The disadvantages are that the Steesring Group
becomé§ én0ther 7ayer in ihe‘process, and that
it might place inordinate dzmands on the time of
its membership.

)

16. Changas in the NI0's themsalves. Lmplicit in a number

of the sugge LTOHS abova are changes in tne character o7 the NIO

BN

system. Some of th°se cou]d be made indeps

w

adently of othar changes,
however, and it saems usp:uT to analyze them se p«rabeYJ
“Ls— A suggastxon has been made simply

to abolisn the system. Sentiment tnrougn-

-19-
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out tha Community, howaver, is over-

-

whelmingly in favor of its retenﬁion'in
some form, and theré seems Tittle naéd to
‘discuss this further.

-- A more realistic 1dea, and one
that is built into some of the suggsstions
for production management, is that of re-

lieving the NIQ's of this management func-

“tion.  As noted earlier, this would give
"-:“thé>wid;$:mofe"time for their staffAre-f:
A'11?épdhsfbiifties;to4the DCI and their con~
éuméf(énd Community 11awson functions. -
It'&ouid reiiéva the pressure to provid

them mor° staff and might make it possible

Fs) (31

to reduc their number. HMost important, it

€.

1;',: R wouid reso]vo tre conflic b wean bneW 
and tn° 17ne pwoduction managers. On the
othar hard, it would vitiate the,origin;f
concept of the NI0's, and mignt weaken their

abi1ity to sarve thne DCI.

- It has bean pOTnLEd OUL that some

NIO's arevmuch bu>1er than obners, that éemeb-:

have bro:d Community responsibilities winile

othe”s a“n mora n?rrow1y focused ;nd have. '-_ -

few COMWU11LV resources to support them.

This raises'the possibility that some MIQ's

-20-
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should be full-time and others not: Coupled

b ]

with this is the thought that some gerzralists

mignt. then be édded to the 110 gro“'.'Partm
time NI0's would combine thair MIO responsi-
bilities with managament of approvriate pro-
duction elements. In practice, howevef, thesea
wou1d have to be CIA offic érs, and tha Community
aspect of the NIG's would b2 corres pOWd1ﬂg]y
weakene_dT B - ' f;(
-- F1na1ly, 1t h0J1d bz pass1bi 0 go

’;'one oteo further and make a1l tha NIO's héads
of correﬁpond1 g production organiz Et'DﬂS.. If
thpsa organizations are those of CIA, thi§
suggestion amounts to abolitien of the system

and return to the concept of CIA as the DCI's

Pl

(

'éoofdinating'Staff._ If thay are those of the
OFffice of Mational Inteliiganca proposed a&ove,
the Community aspect is ret2inad, but QIQ‘S Wino
are organization managers will have little time

for their staff or liaison roles.

Some Possible Apwurcaches

17. On the basis of this analysis, it is now possibla [ - |
assemble the parts into models of working systems, Wa have oﬁValon d

five such models, ranging from something resembling the present MIQ .
g .

. 227-
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Estimative Intelligence : Estimative Intelligence
Model | Model Il

Present system with minor modifications Present system with production management
separated from NIO’s

DCI DCl Board of NIO’s

National
Intelligence
Steering Group

CIA, DIA, INR
\

—— DRAFTS
—— ADVICE & CONSULTATION

596710
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Estimative Intelligence Estimative Intelligence

Model 1l Model IV
Adaptation of system used for military estimates 1970-73 System in use 1951-69

Board of )
DCI NIO's DCI

]

\

Board of
National

Estimates

— DRAFTS
——— ADVICE & CONSULTATION
—— CONTRIBUTIONS

596712
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Estimative Intelligence
Model V

Central cummunity,(Fgcility productionJ/

DCI Board ?

y

Office of
National
Intelligence

(Jointly manned)

s DRAFTS
—— ADVICE & CONSULTATION
~— CONTRIBUTIONS

596714
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Current Intelligence
Model 1-1V Model V

Otfice of
National
Intelligence

— [RAFTS
—— CONTRIBUTIONS

596715
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- sucm Lo a )!!ﬂéf radical changs in the vay gue Coinmunity coes
business. These models are illusirative only; Teatures of one could,
in many cases, be adapted to another. For simplicity, the diagrams

enphasize the produrtxon of Matioral Estimates. A separate set
shows how current intelligence wou1d be produced,
18. lodel I s the present system wita minor wodifications.

I

fin external reviéw process would be added either hy reqditing'a
collegial review of estimates by several NIO'svor by the formation
of ad hoc review péne?é. Three positions %or generalists recruited
externally mignt bé ébeated by elimination of tne NIQ's for SpeciéK
Projécts (however usefu1 is this an NI0 runct10r7) ‘and for Econom1cr -
(duplTCates D/OcR) énd a consclidatio n‘bf Tive assigrments to pro-
vide ona NIO for Fast Asia (1nc.ud1ng.Southeast), one for Near Fast
and South Asxa and ane for Africa and Latin_ﬂmerice! 'Each of the
three mfght be providad an additional assis ‘wn and tne generalists
anﬁassfstant apiecé withoqt increasing the size of the NIQ oféani~
zation. ’ | |

- 19. mode? I wou1d require little disruption of present

activities. It would meet some of the felt weaknesses of the NIO

systeh, especially i regard to éxternallreview and broad projection.
It would establish a better balance among NiO reéponsibi]itiesi It
would not, howavb.h do nything about the‘key prob1ém of divided'_:
thofity. o
20. DModel IT addresse> itselif specifically to Tk1s prob]em-'

The MNIQ's would be re]ieved of any responsibility for production

s _Approved For Release 2005/06/23 : CIA-RDP79M00467A001300190008-0 _‘ :
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managament.  This vesponsibility would fe p;z:; in @ sub-comsittes
of NFID consisting of CIA/DDI, Chajrman, and éorréspanding DIA and
IHR members. A1l requests for inter-agency productiﬁn wou}d be -
dressed to this Steering G“oﬁp, and 1t would decide u! ethor the
task was to be undertaken, by hhom it was to be drafted, and how it
was to be managed and coordinated. Terms of reference wouid ba
worked out in consu]tation:with the appropriate NI0. Thus Tine
managors would again bﬁcowo fully res “sjb]e»for their product.

At the same t1m° tne va]uab1a statf and 11axoon sarvic es pﬂrformﬁd
by tna NIO' wuuid continue The present ‘pr OdUCLYOﬂ comii ttazs”
of USIB'wopld report to the Steering Group.

21. Undor tnis arrangement the NI0's might ba i organized .

>
gl

as in Model I, but with a raduced suppc

'G
‘S
o

vde
jon}
32

. staff. Their total
number might be reduced by further conso1ida ian or by a SySLGN
n]y those with major Community coordinating roles
*(é%fategic Programs,'Conventional Forces, USSRD'China; Middle Fast)
wcu1d be fu11;time.i CIA officers in appropriate substantive ane

[}

positions vould assume the duties of the others

'

022, HModel II meets most criticisms of the present system

and provides tne means tor a significantly better prodéct. It
preserves the bést factors of the NIO system, noch1y a ubsfanu1v
starf dxreculy under the DCI to meniter tre ;ul! range of Communxg/v
activities. Itsrragor disadvanuage viould appear to be uncer tainty
as to wnether the NIO- Ste3r1ng Group-producing eigmbnu 1:n<aq@”

would work efficiently.

-23-
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23. Model III is the simplest and mos

. etficient of those
presented. It would attach to the DBUI 2n advfsory Board (of NIQ's,
of generalists, of a combination), but return to Cxﬂ “the productiod
managament and coordinating function.

24. Rs compared with Hode] 11, Fedel T11 would provide
rougaly the same degree of revicw. The "Beard” could be consti-
tuted in any of the wavb suggested. The ﬁIO’s cou]d be retained
and could do everything théy now do exéeﬂt,b; du ion managemant.
The change would p1aca tko basic respensibility for drqrting vith
those_elements ded1cated exc1u31ve7y to national inteTTigenceex
This would in generai pfeduce better dréfts, but it would also
meanvthat.CiA wouid ba preparing tham.. The DCT would have{to be

| willing to defend the concept that CIAVinEhisvs'a”? ff‘he wants to
take Lhiq route.

25. Model 1V is the Board/Staff of National Estimates as it
used to oporate. The Senate Select Committes apparently wénts,a

. return to this °trucLu.e. It would be very diffic cult to do so,

especially after analysts throughout the Community have bean more
deeply involved in production. Thé consensus is that there are
-advantageslto'a co11eg§a7 board but thai the staff has been over-
taken by the maturing of line analysts. This solution, as noted
above, no 1onge' is a va]1d one. |

26.> rode] V is the radical so1u ion. In it CZA'S Office
of CLTYGﬂt Inte¥11gence woqu be used as the frameswork for an Offic
of Mational Intelligence answering to tha DCI. Such an office,

jointly managad and manned by CIA, DIA, and INR; vould bz responsibie

_Approved_ For Release 2005/06/23 CIA- RDP79M00467A001300190008 0
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for the full range of intelligence production xor policy support
rom the most current fnte?]igenc o to national CSLIW"‘S It
LOHId be organized regionally, with the > butk of its analysts
political, but each regional division would have sirong ecdnomic
and military staffs. These wo suld in turn draw on the res earch
elements of DIA, CIA and'INR; The latter would no Tongaer deal

with current support matters, and tha new office would be solely

b

responsible, not only to the DCI, but also to the Secretaries of

State and Defense.'-“

27 A gonera11st Board of Reviey m1gnc vell continue ad~
V1sory to the DCI bUt undaf thasconcept the NIO's would bec ome
the 11ne 0111cer5'resnonsib19 for production in their areas of

interest, €.g., the Chief, Western Homisphera

Y
Q

National Intelligence wou]d also ba the NID Tor the Western Hamis-
phera.

_ 28. Mode] V would be a real departure in the direct*on of
Congress' originé? intent in 1947. It, in effect, reinvents CIA.
It'would‘also be ex tremely difficult to administer wall. In paf
ticu)ér, joint manning could ba 2 problem.  The core would haye to

be CIA, but neithar DIA nor State would readily comz forward with

Sy
0]

personne] of cOmparab]e qua]ity. If they did not, and if t
organ1zat10n cauld not be managed as a coop rative entérprise -then
the DCI w0u1d nave given up ef ective CIA mechanisms fo“ evén morgv
cumbersome - Commun1uy COO“dTﬂ&t?Oﬂ.
29. On the other hand, Modal V Weuld provide a single source
for intelligence in support of national policy. Thus the same

analysts, using the sams sources, would bhe producing current intel-
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ligence, national estimates, and all the forms in between. This
vould provide a greater conerence ©o national reporting. lModel V

would provide the maximum centralization of the production function
under the DCI. It also would have the disadvantages of Model TV
in spades: potential elitism, isolation of analysts froem drafiers,

and drafters from hard facts; NIO's Vimited in their cross-functional

roles.
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17 March 1976

MEMORANDUM FOR THE RECORD . . L SssttAh

SUBJECT: Organization for National Production

1. On 15 March, at the request of the DCI, Mr. Knoche
and I called on Major General i ing Director,
DIA. Major General Faurer and were also present.

2. 1 presented the DCI's preliminary decision in regard to
national production. There ensued an extended discussion, in which
the DIA personnel offered no objection to the DCI's plan. Rather,
their questions were directed to issues which the DCI had not yet
specifically addressed.

3. The most important of these was whether the NIO's would
move out of Langley along with the IC Staff. General Faurer ar-
gued strongly that as long as they were Jocated in Langley they
would be forced to depend on and to nfavor" CIA. 1 answered that
his point was theoretically unassailable, but in practice the NIO's
had to depend on someone oOr they would be forced to grow into yet
another intelligence agency. General Faurer said that moving them
away from CIA would force them to move around the Community more
and to draw more even-handedly on the agencies of the Communitys
new technological devices would make it possible for them to carry
out even time-urgent projects from a distance. I repeated that
I could not fault the theory of General Faurer's argument, but
that practical considerations weighed strongly against such a
course until it was demonstrated that technology could solve the
problem. It should be noted that DIA was arguing only that the
NIO's not be at Langley, not that they need be part of the IC
Staff.*

*In contrast to the State view of the NIO's as a path for
the policy officer to reach the resources of CIA, the DIA
officers see the NIO's as a path for DIA's analysis to
research the policymaker. In my view, most of our customers
would support the State view. 1 later tested this idea on
Bi11 Hyland, whose response was that he would welcome the
NIO's downtown, but only if they could bring substantial
elements of the DDI with them.

LA I SN v . ‘
IR S EA S f422a3§ i '
l_.wu,,fmé_ e AT
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5. General Faurer also put particular stress on the de-
sirability of making the NIO staff itself as ecumenical as
possible by drawing less on CIA and more on other agencies.

Mr. Knoche agreed, but pointed out that this could only be done
if other agencies were willing, when the chips were down, to
furnish first-rate people.

6. General Crittenberger and his colleagues asked a number
of questions about plans for USIB, its Committees, and the IC
Staff. Mr. Knoche replied to the extent possible, stressing the
preliminary nature of these plans.

RICHARD LEHMAN

-2-
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SEGREY

————

Executive Registry

7L = /828/y

17 March 1976

MEMORANDUM FOR: Director of Central Intelligence

FROM: William E. Nelson
Deputy Director for Operations

SUBJECT: Decisions Regarding Structuring of
"National Production"

1. The Operations Directorate has not been included in
the discussions with you regarding the division of responsibi-
Tities between the Deputy Director of Central Intelligence and
the Deputy to the Director of Central Intelligence for the
Intelligence Community. This has not been inappropriate inasmuch
as the initial question has been the assignment of the responsi-
bility for "National Production" rather than any matters immedi-
ately involving collection. The direct subordination of the
Operations Directorate and all its activities to the Agency
Deputy is hardly in dispute.

2. I agree that it is Togical first to assign the pro-
duction function and then to proceed with other organizational
decisions required by EQ 11905. I believe, however, that the
decision how to organize in order best to discharge your pro-
duction responsibilities will necessarily have an impact on your
capability to discharge your collection responsibilities with
optimum efficiency, and that in making a final decision on produc-
tion it is wise to consider its effect on CIA as a whole.

3. Onlv about | | of CIA's funds and about

of its personnel are devoted to intelligence pro-

duction. On the managerial side, therefore, the Agency Deputy
should almost certainly devote the overwhelming preponderance
of his time to the problems of collection and administration.

Our worldwide clandestine operations |

5:::::h111 continue to require participation by you and your
eputy both in decision making and in selected contacts. Al-

though the substantive matters involved in the national produc-
tion process are frequently of major complexity and importance,

— )
D H -
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L

the same is true of many aspects of covert action, which js
responsive to a direct chain of authority to the President
through the National Security Council.

4. The foregoing considerations lead me to recommend
against Dick Lehman's "OPTION III" which would seem to enmesh
the Agency Deputy so completely in the intelligence production
organization that he would have inadequate time for attention
to his major managerial responsibilities. There is even some
danger of this in "OPTION II" and I would urge that if this
choice is selected the "Board of National Intelligence" be
given a strong Executive Officer and the Agency Deputy's role
on that body be as presiding officer.

William E. Ne]an

Approved For Release 2005/06/23 : CIA-RDP79M00467A001300190008-0
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16 March 1976 .

MEMORANDUM FOR THE RECORD

'SUBJECT: Organization for National Production

1. On 15 March the DCI met with Mr. Saunders, Director,
INR, to discuss organization for national production. Mr. Saunders_
was accompanied by Messrs. Kirk, Packman, and McAfee.- '

2. Mr. Saunders offered no objection to the general ar-
rangement proposed by the DCI. He voted strongly in favor of a-
device like the NIO's, whom he characterized as capable of getting
access to the full range of CIA's capabilities in their fields of
expertise, thus avoiding the necessity of contact1ng several
offices.

3. Mr. Packman compared the NIO system favorably with the
Board and Staff of National Estimates. He described the Board as
"arrogant" and detached from both the concerns of the consumer and
the facts of the analyst. Mr. Saunders also put great emphasis on
the necessity that any system marry both these elements.

4. Mr. Saunders then referred to the CFI. He said the
Department of State, since it did not have membership, was con-
cerned that it be fully apprised of CFI undertakings. He asked
how State could relate to CFI and to the IC Staff. Mr. Bush asked
me to take the matter up with Mr. Saunders. (I separately to]d
Mr. Saunders that this 1nteract1on might take place:

et mvnem e s B

-- through the sub-Committee structure,
in which State would be represented;

-~ through participation in the IC Staff;

-- through participation by invitation in
selected CFI meetings;

-- possibly through assignment of a State
liaison officer to the IC Staff.

I urged Mr. Saunders to discuss the matter further with Mr. Knoche.)
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25X1 5. Mr. McAfee then referred briefly to State-DDO relations.
He urged that CIA lean in the direction of fuller briefing of the
Ambassador on the scene. especiallv when the Ambassador was a pro- -
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